EXECUTIVE SUMMARY
A. BACKGROUND.
Regulation changes, recurring criticisms of the proposal process, and the passage of time since present policies and practices were established indicate a need for reevaluation/revision of Request for Proposal (RFP) structure and content.
B. STUDY SCOPE. This study is limited to policy concerning RFP format and content and an exploration of the feasibility of developing innovative methods of soliciting proposals from prospective contractors.
C. STUDY OBJECTIVES.
(1) Determine the required changes to update United States Army Materiel Command (AMC) guidance on RFP format to conform to the Uniform Contract Format (UCF) of the Federal Acquisition Regulation (FAR).
(2) Determine UCF compatibility with varying needs of RFPs for differing requirements, and the need for improved guidance. (3) Explore the feasibility of developing innovative methods of soliciting proposals from prospective contractors.
D. STUDY APPROACH. Tasks accomplished in support of the study objectives were: analysis of current guidance, review of recent solicitations, literature search, review of legal decisions, and personal interviews.
E. CONCLUSIONS/RECOMMENDATIONS. It was concluded that the Major Subordinate
Commands (MSC)'s were preparing adequate RFPs prior to the FAR and that AMC revisions to outdated guidance are already underway. Local guidance is sufficient; however the format of the guidance differs among the MSC's and needs to be standardized. Problems of complex RFPs and the length of time to award are a functions of the RFP process itself and not easily corrected by action only within a procurement directorate.
It is recommended that:
(1) the AMCPP point of contact on the AMC Acquisition Instruction rewrite insure that RFP guidance is updated to reflect the latest UCF; (2) local guidance format be standardized; (3) additional research be conducted to identify process elements that contribute to complexity and time and assess the worth of each element identified.
2. Determine UCF compatibility with varying needs of RFP's for differing requirements, and need for improved guidance.
3. Explore the feasibility of developing innovative methods of soliciting proposals from prospective contractors.
D. STUDY APPROACH.
Specific tasks accomplished in support of the study objectives were:
1. Analysis of MSC conformance to AMC policy guidance through a review of recent solicitations. This included reviews of sample RFP's from each of the MSC's as well as any local guidance on RFP structuring, review and processing.
2. Interviews with contracting officers. Solicitation Review Board members, and other key procurement and legal personnel for their opinions concerning the compatibility of the UCF with the purposes and needs of RFP's for differing requirements and suggestions for improving the guidance.
3. Review of legal decisions, especially those of the Comptroller General, to determine the extent to which they impact current guidance.
4. Review and evaluation of statements of the General Accounting Office, audit agencies, management review activities, the media and acquisition officials in Government and industry.
5. Examination of RFP policies of the Air Force and Navy.
6. Evaluation of current practices, legal decisions, and functional specialist suggestions. Specific tasks accomplished in support of the study objectives were:
6. Evaluation of current practices, legal decisions, and functional specialist suggestions.
CHAPTER II
A. GENERAL.
This research effort examines current RFP formulation guidance and addresses recurrent criticism that RFPs are too complex and excessive time is required to award a contract after requirements are known. In developing the original study plan, the detailed objectives described in Chapter I above were
established (1) i. A total of 34 articles were identified by DTIC using the following key words or acronyms: Request for Proposal, Request for Quotation, RFQ, keywords only five articles remained. Of those, only a single article was germane to the subject matter of this study.
ii. DLSIE provided a custom bibliography containing 54 articles which dated from June 1966.
Of the more recently published articles (from April 1972) 11 articles were found to contain information of use in understanding problems in the RFP process. Only four of these articles were published since 1980.
FLITF provided 156 unpublished decisions of the Comptroller
General using the following keywords: proposal, proposals, request, requests, RFP, RFPS, defect, defects, defective, incomplete, completeness, deficiencies, omitted, missing from, audit trail, fcrmat, and formats.
iv. GAO/IHSF provided five unpublished special reports for senators and representatives and four published reports. All of these nine reports were related to the RFP process in that they discussed procedures used in the awarding of a contract or plans in progress for the award of a contract.
2. In addition to the literature search, a review was made of the guidance 3. The data call to the MSCs also requested sample RFPs for evaluation.
A total of 68 RFPs were reviewed for format and content. The RFPs represented a cross-section of buying activity at each of the buying centers.
4. Subsequent to the evaluation of the results of the literature search, the RFP guidance, and the sample RFPs, personal interviews were conducted with key procurement, legal, and functional specialists to obtain their perspective on problems in the RFP process.
C. PRELIMINARY FINDINGS.
Early in the conduct of this study it became apparent that based upon the preliminary findings, not all of the study objectives were germane. As an example, the guidance on RFP preparation available in the DAR implementing To assist in the interviews with functional personnel to gain their perspectives on the RFP and RFP process, a set of research questions was prepared. The questions were:
1. Does the field have enough guidance and direction to implement the UCF?
This was to include all guidance down to local instructions and a discussion of how the guidance is disseminated and actually used. The following discussion of results of the interviews and research are presented in the same order as the research questions.
1. Guidance on UCF. Discussions with field personnel substantiated that the guidance in the field is sufficient with respect to content. A recurring criticism, however, was conveyed that the people actually preparing RFPs are inundated with guidance. The fact is that the guidance is sufficient, but the mechanics of dissemination vary from buying office to buying office. Examples of the variations found ranged from a two inch thick volume of "Acquisition Instructions" which was well organized and easily changed to its antithesis in a mixture of random instructions, letters, SOPs, etc.
While the latter method conveys the guidance, it is more difficult to file and recall for future reference. A more detailed but simpler approach, such as used at US Army Communications-Electronics Command (CECOM), is to provide the contract specialist with a set of Command solicitation/contract preparation instructions. The instructions are provided in a looseleaf format to facilitate changes and are designed for use by personnel with varied levels of experience. Preparing and maintaining such manuals requires a dedicated writing effort by those who are responsible for policies and procedures. However, the manuals should pay dividends in standardizing command approaches to solicitation/contract development and in minimizing the need for interpretation due to lack of guidance.
2. UCF Applicability. Interviewees agreed that the UCF accommodates all types of contract requirements. The actual format of the RFP is not a detriment to the contracting process; rather it facilitates increased automation and productivity. The physical organization of an RFP into uniform sections contributes neither to complexity, nor the length of time to award a contract.
Nor does it make a service or R&D type solicitation more difficult to prepare than one for supplies. Legal requirements, supporting documentation and the many other elements within the procurement process itself contribute to complexity and time, while the RFP, being the physical manifestation of the process, becomes the frequent recipient of unwarranted criticism.
3. Factors in RFP Complexity.
a. It is an accepted fact that many RFPs are complex. Yet the RFP document itself represents a small percentage of a process which is extremely complicated, and governed by many statutory, regulatory and policy considerations. Figure 1 depicts this process as a hopper. The RFP document is a visible product, but the myriad process ingredients which contribute to complexity and time are hidden from view.
b. The ultimate objective of an RFP is to communicate a need to industry and to solicit a bid or offer to satisfy that need via a resultant contractual instrument. Unlike the private consumer who can buy the product or service of choice from the supplier of preference, the government agent must competitively acquire the minimum needs of the government using an increasingly cumbersome system which is micromanaged to insure fairness and correctness.
This may sound like a harsh indictment, yet many of the process functions can only be construed to be detailed management. For example, detailed procedures for competition and formal source selection, internal review procedures and management controls, and generation of a contract file containing many certifications (e.g., EEO, size, debarred status, etc. which are repetitive affirmations of the known) are several examples of a complex system which has evolved over time. In addition to these constraints, one must deal with requirements determination and change, and funding considerations, while striving to operate within regulatory requirements of a procedural or organizational nature. ever, an analysis must be conducted to itemize such requirements and assess their value rather than make a blanket statement that micromanagement causes delay. The second, and more easily understood, cause of delay is the nature of "heel to toe" activity in the RFP process. Funding, requirement determination, and machine processing are required before an RFP can be drafted. Reviews that may be required as high as the secretariat must be made before the RFP can be released to industry. Time is required for an offeror's response, field pricing support, and DCAA audit before negotiations can be conducted. In many cases a formal proposal evaluation and source selection or a should cost study is conducted. Each of these activities is sequential and normally cannot be conducted concurrently. Communications-Electronics Command (CECOM). This is not to imply that the CECOM 715 AI be imposed on other commands, but that the type of logic followed by CECOM in preparation of guidance be considered as a standard for all commands.
3. Given the perception in the field that micromanagement process controls have gotten out of hand, it is recommended that additional research be conducted to identify those process elements that contribute to time and complexity and • assess the worth for each element identified. A model of the RFP process would * provide a baseline for identifying those elements that encumber the process without providing significant contribution.
